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INTRODUCTION 


IF  YOU  DON'T  THINK  ABOUT  THE  FUTURE  YOU  WON'T  HAVE  ONE 


1.1 


This  statement  is  true  for  you,  for  business,  and  for  agencies  like  the  Bureau  of  Land 
Management.  We  in  the  BLM  have  the  responsibility  of  managing  a  vast  social  and  economic 
treasury  for  the  people  of  the  United  States.  But,  since  public  values,  expectations,  and 
demands  are  in  a  constant  state  of  change,  we  must  change  also. 

In  order  to  meet  the  needs  of  society,  those  changes  must  be  real  and  substantive  changes- 
changes  in  both  our  organization  and  in  our  way  of  doing  business. 

Few  of  us  are  comfortable  with  the  uncertainty  that  accompanies  initiatives,  studies,  and  other 
types  of  self  assessment  because  we  know  they  are  inevitably  followed  by  change.  But.  the 
alternative  is  far  worse. 

Over  the  next  few  months,  five  major  initiatives  have  the  potential  to  change  the  BLM  forever. 
Since  each  initiative  will  impact  you  personally  in  some  way,  it's  important  to  know  what  they 
are,  how  they  fit  together,  how  you  can  participate,  and  how  you  can  prepare  to  make  a 
contribution  to  the  new  BLM. 


BACKGROUND 


There  are  certain  constants  in  the  way  that  we  do  business.  These  constants  are  based  in  the 
sciences  that  combine  to  make  good  natural  resource  management.  They  will  remain  the 
constant.  In  fact,  as  we  move  into  ecosystem-based  management,  they  will  become  even  more 
important.  No  matter  what  the  task,  be  it  a  natural  resource  allocation,  a  human  resource 
question,  or  a  policy  decision,  certain  procedures  are  applied. 

First,  we  take  an  inventory  of  our  assets  or  resources.  We  then  develop  a  plan,  using  input 
from  a  variety  of  professionals  within  the  agency  and  from  a  broad  range  of  publics.  This  plan 
is  then  implemented  as  carefully  as  possible.  During  and  following  implementation,  we  monitor 
our  actions  to  be  sure  they  have  the  desired  results.  And  finally,  we  use  this  monitoring  as 
new  inventory  data  to  modify  our  plans  and  start  the  process  over  again. 

This  approach  won't  change.  But  since  virtually  everything  we  do  is  subject  to  this  process, 
we  must  expect  that  monitoring  of  our  actions  will  call  for  new  plans  to  be  developed.  The 
Bureau's  initiatives  amount  to  modification  of  existing  Bureau  plans  and  are  based  on  our 
monitoring  of  our  own  processes  and  actions.  The  same  can  be  said  for  initiatives  that  have 
come  to  us  from  our  new  leadership  in  Washington. 

The  system  works,  whatever  the  subject.  So  let's  take  a  look  at  where  we  are  in  the  process, 
what  it  means,  and  how  you  are  affected  and  involved. 


CURRENT  INITIATIVES 

Five  major  initiatives  will  influence  where  we  go,  how  we  look,  how  we  do  business,  and  how 
well  we  serve  our  customers,  the  American  people.  It's  important  to  see  where  each  of  these 
fits  into  the  big  picture. 

NATIONAL  PERFORMANCE  REVIEW 

The  National  Performance  Review  is  a  Government-wide  initiative  of  the  Clinton  Administration 
that  gives  every  Federal  employee  an  opportunity  to  improve  the  way  the  Federal  Government 
serves  the  people.  Vice  President  Al  Gore,  who  is  personally  overseeing  this  effort,  wants 
every  employee  to  know  that  now  is  the  chance  of  a  lifetime  to  change  things  that  have  needed 
to  be  changed  for  a  long  time. 

The  goals  of  the  program  are  few,  straight  forward,  and  open  to  everyone.    They  are: 

•  To  identify  programs  that  don't  work  anymore  or  that  no  longer  advance  the  mission  they 
were  intended  to  serve. 

•  To  recommend  ways  to  streamline  by  eliminating  unnecessary  layers  of  management  and 
reducing  duplication  of  effort. 

•  To  find  ways  to  improve  service  by  making  better  use  of  new  technology  and  by  making 
programs  more  responsive  to  the  customer  they  serve. 

Every  Federal  employee  has  received  a  letter  inviting  direct  participation  in  this  process.  In 
addition,  there  have  been  employee  meetings  held  at  a  number  of  locations  around  the  Country. 
While  the  process  is  fairly  far  along,  it  is  never  too  late  to  participate. 

You  can  have  input  directly  into  the  review  by  sending  your  ideas  to  WO-700,  attention  John 
Moeller.  Suggestions  can  be  signed  or  anonymous  and  can  be  submitted  by  blue  envelope. 
You  can  also  call  John  at  202-208-3897. 

ECOSYSTEM-BASED  MANAGEMENT 

Ecosystem-based  management  is  a  dynamic  process  that  will  fundamentally  change  the  BLM's 
standard  operating  procedures  and  resource  management  practices. 

It  has  been  described  as  "a  process  that  considers  the  total  environment.  It  is  the  skillful  use 
of  ecological,  economic,  social,  and  managerial  principles  in  managing  ecosystems  to  produce. 
restore,  or  sustain  ecosystem  integrity  and  diverse  conditions,  uses,  products,  values,  and 
services  over  the  long-term."  Put  more  simply,  it  represents  a  better  way  to  manage  the  public 
lands. 


The  following  objectives  will  guide  BLM's  approach  to  ecosystem-based  management: 

•  Meet  social  and  economic  needs  of  present  and  future  generations. 

•  Manage    healthy    ecosystems    that    will    promote    biological    diversity    and    sustainable 
development. 

Specific  opportunities  for  employee  involvement  in  this  critical  initiative  will  be  available  in  the 
near  future.  In  the  meantime,  if  you  have  a  comment  or  concern,  don't  wait.  Send  it  to  Kniffy 
Hamilton,  WO-200,  or  call  her  at  202-653  5248. 

MODERNIZATION 

Of  all  the  initiatives  discussed  in  this  document,  modernization  is  the  furthest  along.  A  great 
deal  of  time,  employee  input  and  review,  and  a  lot  of  money  have  already  been  invested  in  the 
program.  A  contract  was  awarded  early  in  FY  1993,  and  the  first  pieces  of  hardware  ana 
software  will  begin  showing  up  in  Bureau  offices  during  FY  1994.  A  list  of  the  princiDai 
products  which  will  be  used  in  theJ  ALMRS/Modernization  Project  can  be  found  in  Information 
Bulletin  SC-93-173. 

Modernization  will  set  the  BLM  on  the  path  to  enter  the  age  of  automation  truly.  The 
modernization  package  contains  three  separate  and  distinct  parts.  These  are  the  computerized 
Administrative  Services,  Automated  Lands  and  Minerals  Records  System,  and'  Land  Use 
Planning  and  Resource  data.  As  demands  for  more  service  and  better  information  continue  to 
grow,  these  systems  will  provide  the  rapid  response  and  analysis  needed  to  stay  on  top  of  rh«e 
growing  workload. 

Modernization  has  six  primary  objects.   They  are  as  follows. 

To  improve  services  to  the  public  and  to  provide  more  efficient  processing  of  land  ana 
mineral  cases. 

Improve  accuracy  and  efficiency  of  case  processing  by  automating  land  and  mineral  tale 
rights  and  use-authorization  data. 

Ensure  optimal  development  of  the   Nation's  resources   by  improving  the  capability   to 
identify  available  land  parcels. 

Reduce  records-management  costs  by  automating  critical  information  from  deteriorating 
paper  land  records. 

Simplify    hardware/software/telecommunications    support    for    other    Bureau    automation 
projects. 

Improve    access    for    all    users    and    promote    data    base    sharing    and    data    exchange 
opportunities  through  automation  and  use  of  standards. 


STRATEGIC  PLAN  FOR  HUMAN  RESOURCES 

As  the  Bureau  changes,  demands  increase,  conflicts  broaden,  and  we  move  to  Ecosystem- 
Based  Management,  there  will  be  corresponding  changes  needed  in  the  culture  of  the  BLM--  our 
employee  skill  mix,  our  leadership,  and  an  ever-increasing  need  to  improve  our  customer 
service.  BLM  is  committed  to  human  resource  management  principles  that  value  and  promote 
diversity,  excellence,  and  organizational  communications. 

With  this  in  mind,  the  Strategic  Plan  for  Human  Resources  has  established  three  major 
objectives.   These  are: 

•  Organizational  Culture:  Provide  development  opportunities  within  the  context  of  an 
organizational  culture  that  value  diversity,  acceptance  of  difference,  individual 
empowerment  and  responsibility,  and  vision. 

•  Leadership:  Promote  the  development  of  leadership  capability  Bureauwide  that  nourishes 
an  organizational  culture  conducive  to  excellence,  growth  and  diversity. 

•  Customer  Service:    Set  a  standard  of  proactive  internal  and  external  customer  service. 


REENGINEERING  FOR  QUALITY 

Essentially,  this  is  where  the  old  "2015"  process  has  lead  us.  It  involves  an  overall  look  at  the 
BLM,  who  we  are,  and  how  we  do  business.  Employees  at  all  levels  have  been,  and  continue 
to  be,  involved  with  this  effort  to  make  sure  the  organization  has  the  structure  and  procedures 
that  allow  employees  to  be  as  effective  and  efficient  as  possible.  There  are  four  primary  goals 
for  this  effort: 

•  Oevelop  new  process  that  will  increase  the  efficiency  of  BLM  through  streamlining 
operations  and  eliminating  duplication  of  effort. 

•  Improve  the  effectiveness  of  BLM  by  reducing  overhead  and  management  costs  and 
increase  the  number  of  operational  employees,  especially  those  operational  employees 
working  on-the-ground. 

•  Improve  public  service  by  reducing  response  time  and  doing  it  right  the  first  time. 

•  Improve  management  accountability  to  assure  the  priority  work  is  accomplished  timely, 
accurately,  and  within  cost  targets. 

Nine  work  groups  of  employees  were  convened  in  the  fall  of  1992  to  review  the  areas  of 
budget,  contracting,  local  business  practices.  National  Environmental  Policy  Act.  planning. 
National  Historic  Preservation  Act  process,  oil  and  gas  inspection  and  enforcement, 
performance  measures,  personnel,  and  the  role  of  program  leaders. 


The  Bureau  Management  Team  adopted  the  major  concepts  articulated  by  the  work  groups. 
with  very  few  exceptions.  The  findings  and  recommendations  are  now  being  reviewed  in  light 
of  the  National  Performance  Review.  Much  work  has  been  done,  but  employees  will  continue 
to  be  asked  to  participate  in  these  ongoing  processes  through  means  such  as  the  Director's 
June  25,  1993,  memo  calling  for  employee  suggestions. 


LINKAGES 

A  careful  review  of  these  initiatives  shows  a  surprising  level  of  continuity.  They  all  share  three 
important  elements.  Every  initiative  seeks  to  improve  service  and  better  meet  the  needs  of  our 
_  customers,  the  American  peopled '  They  all  seek  to  streamline  processes  and: eliminate  outdated 
programs,  policies  and  procedures  that  reduce  bur  ability  to  manage  the 'public  lands  properly. 
Also,  they  each,  provide 'Us^the' opportunity  hot  to:just  think 'aboutsjhe^future,  but.  to  develop 
people,  organizationsf;policies^  and  procedures  that  wll^allbw^the'iBLMiitojexcel  .in  the  years 
ahead.  ~  ^  °*  '""■'  ■'     ?      •-oS'-y^i't^L  -if. 

Specific  initiatives  look.at  proper  organizational  structures  and- layersfcofK management  and 
address  the  need  for  better^more  accountable  managers.  They  also  speak  to  more  effective 
and  efficient  management.  But,  perhaps  most  importantly,  they  are  all  concerned  with  ensuring 
the  best  possible  public  land  management. 

These  common  goals  provide  BLM   an  unusual  opportunity  in  the  months  ahead.      It   will 
.  undoubtedly  require,.that  we  each  move  a  little'out  of  our  comfort  zone,  but  it  will  be  worth  the 
effort.   Just  as  importantly,  it  is  something  that  just  has  to  be  done. 

Integrating  ecosystem-based  management  with  the  other  initiatives  will  still  require  site-specific 
considerations.  Thus,  this  report  does  not  attempt  to  outline  specific  processes  to  be 
developed  and  implemented.  It  is  not  a  policy.  It  is,  rather,  a  first  step  in  developing  a  more 
detailed  strategy  to  achieve  ecosystem-based  management  objectives.  *  The  implementation 
plans  will  be  evaluated  and  revised  as  new  information  is  presented  and  as  BLM  works  toward 
implementation.  It  should  be  noted  that' this  endeavor  is  a  fluid  implementation;  and  as 
progress  is  made  toward  final  implementation,  changes  in  direction  may  be  necessary  to 
achieve  optimum  results. 

If  the  BLM  is  to  continue  to  manage  resources  successfully  in  the  21st  Century,  there  is  a  need 
to  increase  on-the-ground  quality  assurance  by-  streamlining  operations.  These  new  changes 
are  based  on  the  premise  that  the  Bureau  is  moving  toward  an  ecosystem-based  management 
concept  to  manage  public  lands.  This  will  involve  an  integrated  and  coordinated  team  approach 
to  accomplish  field  work.  Our  current  initiatives  provide  opportunities  to  improve  and  enhance 
,  the  organization  while  maximizing  efficiencies,  effectiveness,  and  customer  service. 


WHAT  THE  FUTURE  HOLDS 

During  the  next  15  to  20  years,  there  will  be  changes  that  can  not  be  predicted  at  this  time. 
There  are  also  some  things  which  can  be  predicted  with  a  degree  of  certainty.  We  have 
assumed  that: 

•  BLM  will  be  managing  the  public  lands  using  an  ecosystem-based  management  approach. 
This  will  require  some  new  skills,  including  a  better  mix  of  professional  expertise,  more 
ability  to  work  as  a  team,  and  the  ability  to  work  with  many  diverse  outside  groups  and 
individuals. 

•  Population  will  continue  to  change.  We  will  see  a  more  diverse  culture  in  America  and  in 
the  West.  This  change  will  be  reflected  in  changing  values.  We  should  expect  continued 
movement  of  population  to  the  West  and  South,  increased  ethnic  and  cultural  mix  (even  in 
rural  communities),  and  a  corresponding  change  in  social  values.  BLM  must  change  our 
cultural  diversity  and  our  policies  to  reflect  these  social  changes. 

•  As  BLM  more  specifically  identifies  customers  there  .will  be  an  increasing  recognition  that 
most  of  them  do  not  live  and  work  contiguous  to  the  publjc  lands  they  have  "such  an 
intense  interest  in. 

•  While  there  will  be  a  continued  need  for  uses,  products,  values  and  services  from  public 
land,  traditional  uses  will  continue  to  change.  More  and  more  people  will  question  uses 
that  make  a  profit.  We,  will  need  to  find  ways  to  provide  a  reasonable  mix  of  uses, 
products,  values  and  services  that  meets  public  expectation  in  order  to  insure  the  long-term 
viability  of  the  agency. 

•  Changes  within  the  BLM  will  continue  in  the  areas  of  policy,  organization,  agency 
processes,  and  leadership.  Employees  need  to  be  taught  skills  that  will  help  them  live  with 
change  and  adapt  to  changing  policies  and  a  changing  organization. 

•  Competition  between  consumptive  and  nonconsumptive  uses  will  continue.  BLM 
employees,  and  particularly  leaders,  will  need  skills  in  conflict-resolution  and  mediation. 

•  There  will  be  increasing  competition  for  people  and  money  and  increasing  pressure  for 
continuous  improvement  in  management.  Every  employee  must  be  empowered  to  find 
new,  innovative,  cost-effective  ways  of  doing  business;  and  the  organization  must 
encourage,  listen  to,  and  reward  this  type  of  thinking. 

•  The  importance  of  the  information  we  gather,  process  and  dispense  to  our  customers  will 
increase  as  will  the  emphasis  on  customer  service.  Employees  and  managers  must  develop 
more  interpersonal  skills  to  meet  this  need,  without  sacrificing  the  scientific  and  resource 
skills  needed  to  ensure  proper  resource  management. 

•  The  global  economy  will  open  up  new  roles  for  BLM  as  we  work  with  other  countries  in 
land  and  natural  resource  management.  We  will  need  to  develop  skills  in  our  employees 
that  will  enable  them  to  share  their  scientific  and  social  knowledge  with  other  nations  and 
other  agencies. 


IMPACTS  ON  THE  BLM  WORKFORCE 

Impacts  of  the  current  BLM  initiatives  and  of  the  changes  in  society  on  BLM  employees  should 
not  be  underestimated.  Staffs  must  continue  to  be  technically  competent;  the  mix  of  skills 
must  be  adjusted;  and  increased  numbers  of  specialists  will  be  needed  who  have  been  trained 
in  economics,  sociology,  and  other  skills  that  are  scarce  in  today's  BLM. 

The  organization  must  find  a  new  structure  and  new  processes  that  will  allow  the  efficiencies 
needed  to  operate  with  tighter  budgets  without  harming  effectiveness. 

Performance  measures  need  to  be  changed  to  reflect  new  priorities  within  the  BLM.  Simple 
units  of  accomplishment  are  not  sufficient  measures  of  success.  New  measurements  must 
include  service  and  support  to  our  customers,  environmental  quality  and  ecosystem  health,  the 
ability  to  meet  special  resource  protection  and  management  needs,  continued  education,  and 
the  ability  to  provide  social/cultural  benefits  as  well  as  economic  benefits  from  the  public  lands. 

Employees  will  need  new  interpersonal,  conflict  resolution,  and  mediation  skills.  They  will  need 
to  acquire  skills  that  will  help  them  cope  with  change.  And,  they  will  need  to  be  empowered  to 
seek  continually  new  and  better  ways  of  doing  business. 

BLM's  future  managers  must  also  display  these  attributes.  In  addition,  they  need  to  continue  to 
develop  as  leaders  and  not  just  managers.  Skills  need  to  be  taught,  such  as  facilitating  change, 
motivation,  coaching,  counseling,  mentoring,  empowerment,  teaching,  and  reward  and 
recognition  techniques.  And,  perhaps  even  more  than  the  rank  and  file,  we  need  more  diversity 
in  our  management  ranks  to  help  us  deal  properly  with  the  changing  world  that  the  BLM  must 
serve. 

Indeed,  diversity  within  our  own  work  force  and  the  ability  of  our  people  to  work  with  and 
understand  a  wider  diversity  of  cultures  and  customers  may  be  the  most  important  changes  the 
BLM  can  make. 


,Tnited  States  Department  of  the  Interior 


BUREAU  OF  LAND  MANAGEMENT 

Washington.  DC.  20240 
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In  Reply 
Refer  To: 

1100  (100) 


Instruction  Memorandum  No.    94-96 
Expires   9/30/95 


AFO's 

Director-^r-^^" 


To: 

From: 

Subject:   Bureau  of  Land  Management  (BLM)  "Outlook  Guide" 

The  BLM  Field  Committee  has  developed  the  Cached  "Outlook  Guide" 
to  provide  direction  to  our  long-term  efforts  within  BLM.  It  does 
I  flood Li  ob  of  showing  the  correlation  among  several  current  BLM 
initiatives.  Perhaps!  ^ore  importantly,  it  identifies  actions  in 
customer 7erVice  employee  development,  i™g^*g?%£?'  and 
the  workforce  that  we  must  focus  on  over  the  next  few  years. 

Everv  manager  and  supervisor  in  BLM  should  become  acquainted  with 
Se^oSenS  of  this  report  and  do  his/her  share  to  prepare  BLM  for 
So  future  challenges  it  identifies.  This  report  will  be  part  of 
the  Field  lEmittU's  contribution  to  our  strategic  Planning 
exercise  As  I  learn  more  from  BLM  employees,  as  I  am  now  doing  in 
response'to  my  "Dear  Colleague"  letter,  processes  will  continue  to 
be  improved  to  increase  effectiveness  and  efficiency  and  to  provide 
better  public  service  by  BLM. 

*.i_.i.~  intsreat  to  me  is  the  section  beginning  on  page  6 
»^?tied~imDac?s  on  the  BL^  Workforce."   Many  specific  actions 

SS*S1  iSSSLT*  that  »f^^-— 
»0anageredin"USe.S8B^  2"  Si  wayf  ^Tncorporlte  the  suggested 
changes  into  his/her  own  organization, 


Denise  P.   Meridith 
Deputy  Director 
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